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Introduction 

The  market  for  change  management  services 
is  growing  rapidly.  INPUT  estimates  US  user 
expenditure  in  1994  on  this  type  of  service  is 
over  $500  million  and  is  increasing  at  30%  per 
year.  But,  does  the  IT  Services  industry  have 
the  right  approach  to  this  business? 

Andersen  Consulting's  approach  to  change 
management  turns  the  traditional  model 
inside-out.  This  bulletin  provides  an  overview 
of  the  “second  generation”  methodology  and 
identifies  the  impact  on  service  vendors  who 
want  to  offer  a similar  service. 

Many  systems  integration  and  professional 
services  vendors  offer  change  management 
services  as  part  for  their  portfolio.  These 
services  are  designed  to  assist  the  effective 
implementation  of  information  technology. 
The  activities  within  the  change  management 
service  are  dictated  by  the  application  and 
technology  that  is  being  implemented. 

The  Andersen  Consulting  approach  takes  a 
higher-level  view  of  an  organization  and  uses 
analysis  of  the  context  and  readiness  for 
change  as  determinants  of  the  activities  to  be 


included.  This  methodology  is  based  on  two 
key  findings  from  academic  research: 

• Change  is  like  a journey.  There  are 
different  types  of  journeys  and  different 
approaches  to  managing  the  change  will 
apply. 

• Successful  change  management 
methodologies  focus  on  both  “Si/pp/y”  (or 
implementation  of  the  change)  and  on 
'^Demand*  (or  creation  and  maintenance  of 
desire  for  change  within  the  organization) 

Andersen’s  Methodology 

The  Andersen  Consulting  change 
management  methodology  starts  with 
identification  of  the  desired  goals  for  the 
organization.  A plan  is  then  developed  for 
achieving  those  goals,  based  on  a number  of 
factors  (see  Exhibit  1),  which  take  into 
account  the  type  of  change  journey  required. 
This  is  a very  different  way  of  approaching 
the  problem  compared  to  the  traditional  focus 
on  the  technology  associated  with  the  change. 
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Exhibit  1 

Situation  Change  Journey  Factors 


• Context  for  change  (e.g.  business  results, 
number  of  locations,  diversity  of  workforce) 

• Urgency  of  the  change  program  (one  year,  five 
years) 

• Scale  of  change 

• Leadership  skills,  values,  commitment  and 
availability 

• Likely  impact  of  the  change  on  the  organization 

• Previous  experience  of  change 

• Expected  level  of  resistance 


Source:  Andersen  Consulting 

Andersen’s  Quadrant  Model  of 
Change 

Within  Andersen  s model  Supply  and  Demand 
are  addressed  at  two  levels: 


• Macro  - which  takes  a view  of  the  overall 
organization 

• Micro  - which  considers  the  individuals 
within  the  organization. 

By  considering  these  two  dimensions  of  the 
process  Andersen  has  developed  a quadrant 
model  for  change  management. 

A key  difference  between  Andersen  s second 
generation  change  management  methodology 
and  traditional  change  management  services 
is  that  Andersen  Consulting  considers  the 
activities  in  all  quadrants  instead  of  the 
traditional  approach  of  focusing  only  the 
activities  associated  with  the  Enablement 
quadrant. 


Exhibit  2 


Quadrant  Model  of  Change 


Source:  Andersen  Consulting 
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Exhibit  3 identifies  some  of  the  activities  that 
are  included  within  each  of  the  quadrants. 

Each  journey  requires  all  of  the  quadrants  to 
be  considered.  The  emphasis  on  one  quadrant 
compared  to  another  will  vary  from  journey  to 
journey  and  organization  to  organization. 
However,  vendors  of  change  management 
services  should  be  aware  of  the  requirements 
of  each  of  these  areas  even  though  they  may 
choose  to  spend  the  bulk  of  their  time 
working  on  just  one. 

The  Change  Journey 

By  considering  the  journey  in  light  of  the 
extent  of  the  change  and  the  speed  of  change 

Exhibit  3 


then  it  becomes  possible  to  identify  four  basic 
types  of  journey  (see  Exhibit  4). 

It  is  also  apparent  that  the  process  of 
implementation  and  management  of  change 
differs  from  one  journey  to  another.  Even  a 
single  journey  may  be  broken  down  into  a 
series  of  intermediate  steps  (or  phases). 

Some  steps  may  appear  to  be  going  in  a 
different  direction  from  the  ultimate 
destination  but  when  viewed  in  total  they 
allow  progression  to  the  final  goal.  This 
makes  it  essential  that  the  type  of  journey  is 
understood  as  this  will  affect  the  change 
management  practices  to  be  used. 


Quadrant  Activities 


■ Activity 

Navigation  (or 
Integration) 

Development  and  maintenance  of  business  architecture 

Establishment  and  operation  of  benefits  measurement 

Ensure  all  elements  are  or  will  be  in  place  to  make  next  leg  of  the  journey 
and  to  ensure  the  correct  pace  of  change 

Program  Management  of  the  overall  change  process 

Enablement 

Workflow  and  process  design 
Job  and  organization  design 
Training  and  performance  support 
Implement  communications 

Update  Human  Resources  Management  policies  and  procedures 

Leadership 

Development  of  sponsors 
Development  of  change  agent/team 

Ownership 

Development  of  demand  for  change 

Management  of  resistance  to  change 

Assessment  and  management  of  cultural  fit/adjustment 

Source:  Andersen  Consulting 
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Exhibit  4 


Generic  Types  of  Change 


FINE  TUNING 


BUILDING 


TRANSFORMING 


CRISIS 


Source:  Chris  Parker  at  IMD,  Lausanne 


Each  change  journey  may  be  positioned 
within  one  of  these  four  types  (i.e.  fine 
tuning,  transformation,  building  and  crisis)  by 
virtue  of  its  characteristics.  The  table  in 
Exhibit  5 shows  just  some  of  the 
characteristics  of  each  type  of  change. 
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Exhibit  5 

Characteristics  ot  Types  of  Change 


Fine  Tuning 

• Incremental  change 

• Individual  behavior  based  on  conforming  to  rules 

• Decision  making  and  control  of  change  is 
decentralized 

Transforming 

• Fundamental,  planned  change  to  existing  way  of 
operating 

• Large  scale,  broad  impact  of  change 

• Individual  behavior  based  on  personal  change 

• Decision  making  and  control  of  change  Is 
centralized 

Building 

• Large  scale  extensions 

• Organization  focused  within 
boundaries/functions 

• Decision  making  and  control  of  change  Is  within 
building  function 

Crisis 

• Rapid,  sometimes  unplanned,  large  scale  change 

• Rules  are  suspended 

• Decision  making  and  control  is  haphazard 


Source:  Andersen  Consulting 

Understanding  of  the  type  of  journey  is 
important  to  the  vendor  as  this  may  impact  a 
wide  range  of  vendor  staff.  This  includes  the 
sales  force  as  well  as  by  project  managers, 
development  and  implementation  staff. 


As  with  any  journey,  definition  of  the  route  is 
just  one,  early  phase.  Navigation  and 
adjustment  must  take  place  constantly  so  that 
the  planned  route  may  be  followed  and 
detours  made  as  necessary  along  the  way. 

Conclusion 

The  model  of  change  management  is  in  a 
state  of  flux.  The  traditional  view  of 
concentrating  on  the  changes  driven  by  the 
application  or  technology  updates  is  limited 
and  does  not  allow  the  services  vendor  to 
maximize  the  benefits  they  might  deliver  nor 
the  margins  they  might  earn. 

Andersen  Consulting  s second  generation 
change  management  methodology  appears  to 
have  wide  applicability  in  today’s  world.  Other 
consultancy  organizations  should  review  their 
change  management  practices  and  consider 
how  they  should  update  their  sales  and 
delivery  of  services  in  this  area. 

This  is  a rapidly  growing  market  which  cannot 
effectively  be  served  from  within  user 
organizations.  But  unless  the  external 
vendors  can  show  depth  of  understanding  of 
the  broad  issues  they  will  exclude  themselves 
from  winning  this  business. 


This  Research  Bulletin  is  issued  as  part  of  INPUT’S  U.S.  Business  Integration  Program.  If  you  have 
questions  or  comments  on  this  bulletin,  please  call  your  local  INPUT  organization  or  Wilson  Haddow  at 
INPUT,  1881  Landings  Drive,  Mountain  View,  CA  94043-0848,  (415)  961-3300. 
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U.S.  Information  Services  Market  Analysis 

U.S.  Information  Services  Annual  Report 
Summary  of  INPUT  reports  and  forecasts  on  the 
seven  service/product  markets  which  comprise 
the  information  services  industry.  This 
comprehensive  report  is  a valuable,  single 
source  for  key  market  data  on  this  dynamic 
industry. 

U.S.  Systems  Software  Products  Market 
A 5-year  forecast  and  examination  of  industry 
trends,  issues,  vendor  positions  and  strategies, 
user  buying  preferences,  based  on  significant 
numbers  of  FT  user  and  vendors  interview 
during  the  year. 

Software  Product  Support  Strategies 

Examines  software  companies  reacting  to  the 
opportunities  for  profit  improvement  in 
software  product  support  in  a time  of  shrinking 
product  margins. 

Wireless  Telecommunications  Marketplace 
Analyzes  the  turbulent,  fast  growing  wireless 
communications  market,  one  of  the  most 
exciting  new  growth  areas  to  emerge  in  the 
information  technology  world. 

Desktop  Video  Conferencing 
Examines  the  dynamic  market  for  desktop  video 
conferencing — leading  vendors,  technology 
introduction,  innovative  users  and  applications, 
market  sizing  and  forecasts. 

Business  Integration 

Contractual  Approaches  to  Project  Risk  Reduction 
A major  element  in  SI  vendors’  success  and 
profitability  will  be  the  manner  in  which  the 
inherent  risk  in  large  SI  projects  is  managed  and 
limited.  This  report  identifies  techniques  used 
by  leading  vendors  to  minimize  that  risk,  while 
still  delivering  high  quality  solutions  to  clients. 

The  BPR  and  Systems  Integration  Relationship 
Business  process  reengineering  (BPR)  may 
become  a driving  force  behind  the  initiation  of 
new  SI  projects.  INPUT  measures  the 
relationship  between  the  two,  and  BPR’s  impact 
on  SI  markets. 


Electronic  Commerce 

Electronic  Catalogs  Market:  Status  and  Directions 
Describes  manufacturers  and  distributors  that 
sell  products  through  catalogs,  to  the  media/ 
direct  market  community,  to  printers  and 
publishers,  and  to  IT  community  (electronic 
information  service  providers,  CD-ROM 
software  providers — Dataware;  network  service 
providers;  multimedia  vendors). 

Electronic  Commerce  in  Industry  Segments 
Describes  electronic  commerce  in  these 
industries  and  is  quantitative  in  orientation.  Data 
comes  from  vendor  and  user  surveys,  and 
Department  of  Commerce  databases.  Provides 
vendors  with  census-like  identification  of  sales- 
prospect  universe,  comprehensive  mapping  of 
trading  communities  and  their  need/potential  for 
electronic  commerce  and  degree  of  use  of  EC/ 
workflow  in  these  communities.  Now  available: 
Manufacturing;  Retail  and  Wholesale 
Distribution;  Transportation 

Outsourcing  Information  Systems 

Desktop  Services — User  Perspectives 

The  fastest  growing  segment  of  the  outsourcing 
industry  is  desktop  services.  INPUT  studies 
major  contracts,  leading  vendors  and  their 
market  strategies,  and  discusses  opportunities 
available. 

Impact  of  BPR  on  Outsourcing 

Reports  on  the  effect  the  BPR  phenomenon  will 
have  on  current  and  future  outsourcing  activity, 
which  IT  processes  are  critical  core 
competencies  and  which  should  be  outsourced. 

Client/server  Software 

Object-Oriented  Platforms  for  CIS  Systems 
Examines  three  types  of  object-oriented 
platforms:  object-oriented  environments,  object- 
oriented  databases  and  object-oriented 
development  environments.  The  report  projects 
how  companies  are  likely  to  evolve  over  the  next 
five  years  and  considers  Microsoft,  NeXT  and 
Taligent  as  examples  of  object-oriented 
environment  vendors. 
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